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D D / S HOIS Jft 



MlhORANBOW FOR: Executive D Irector-lomptrol l*r 


THUfSJfiH ; deputy director for Support 

SUBJECT ; A Program for Management Training 

REFERENCES : Action Memorandum No. A-fil2, ’Tlanagement Tralnlnp' 1 ; 
M/S Memorandum 6b-W»35, Sane Subject 


1. Paragraph i 3 contain* a rr.ccemendat I on for your approval,, sub- 
mitted in response to the action requested In referenced meraoremk . 

2. ids are assuming that the nets objective of mana ge m en t trilnlr.g 
Is Increased efficiency and effectiveness In the Agency 1 * performance 
of Its miss Ten. A! though the exposure of Individuals on a voluntary 
basis to various types of management training may contribute to improved 
Individual performance, too often the students ere not able to apply what 
they have teamed to their actual working situation. About 2.300 Agency 
managars and supervisors have been oriented, familiarized, or otherwise 
trained In the last ten years, but ma n a g e m ent problems still persist. 

(see Attachment I) 

3. A study of all the kinds i»f management training currently being 
practiced has led us to the conclusion that the concepts and teaching 
methods e m bod ied In the so-called 'Managerial |rld" offer the best prospects 
fer a material imp rovem e n t of the Agency** management process (set* Attach- 
ment 11 - **The Managerial fir id 4 *), if a sad on a planned, systematic basis. 


k. We therefore feel that the first stop in a planned program of 
m anag e me nt training should be the administration 0 f Phases I and * I of 
the fir id method to selected offices of the Agency, with evaluation of 
resuits before proceeding further. Attachment til is the rough proposal 


Kind or organization. 


5. A single pilot project could be accomplished by 
the present Mana gemen t Training faculty of 3TR, but the results o such 
a project would not be known for a year aid a half after Its beginning. 
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and even then might have little ieqiact m other parts of the Agent y . 

A holder and to us a much more desirable effort would cell for fea r 
pilot projects at the seme tine (a foreign division of b»/P, plus one 
office each free the §8/1* the §§/S, end the Bt/StT) even thou^t this 
effort would require more staff ami a substantial sum of money. 


6, the second element In our 5* pert program cells for two Senior 
Management Seminars each year with the objective of bringing to senior 
officers e deeper understanding of managerial behavior ,. AT though the 
Seminars are currently studying the ’Managerial Grid” 


other subject matter Is not necessarily precluded from future sessions. 
If worthwhile programs can be Identified, these Seminars should I « 
staged, howavar , by outside consul cants. It It doubtful that mori than 
two Seminars a year can be supported at this time; the number cou*d be 
Increased If need arises. 


7. Tha third part of the program consists of a “Supervision Course” 
for SS*$ through tS-IS end a *9)endfjament Course" for ®§HI through IS*- lb, 
those courses being one week In length end substantially similar to those 
currently offered by 0TR. Their objective would be to Introduce basic 
knowledge of the subject, to afford seme practice la baste skills, and 
to encourage right attitudes toward work and workers. These courses 

mu bo offered up to twelve tires a year, which should more than take 
cars of all parsons moving Into supervisory positions for the first time. 

8. The fourth pert of our program consists of extern* I courses 
offered by universities, management specialists, and government organi- 
sations. These would be used to moat the demonstrated need of Indi- 
viduals for specialised instruction beyond what QTR can provide. 

9. It Is planned to meet the needs of midcareerlsts for management 
training by emphasis on actual Agency preplans In the Midcareer Executive 
development Course, end by a prerequisite basic course. 


I®, The above described fcur**j«rt program is a modest one cot pared, 
for example, with that of the federal Aviation Agency or the Internal 
Revenue Service. It Is essentially a stepping up of the present bTR 
management training, with tha addition of the f Hot Program. It ran not 
cepe with the tetef number of venapsrs In the Agency who have had no 
m anag e men t training (see Attachment IT on Hunkers to be Trained), but 
we believe that any expansion cf thlt training should be postpone! until 
the Pilot Program has bean assessed. 

II. In summery, our management training plan calls for three 
stabilized continuing elements which are already budgeted for and which 
can be handled with no Increase In staff or facilities (see Attachment 
V on funds). 


; 


STAT 
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b* TWifvii courses par year apportioned a* raqwirtd 

iiUiLfcuaQ dfcLan (** s-to) m4 m&mmi (as h-hoi 

conducted by flrfc far * ms* lawn of tog umal^ ; one or the ©tbrr 
to N mandatory for all person* enTfPing supervisory positions 


for tha first time. 


e. toacati. JLrtlfllna in s?«claH*ad «*P«ctt of manageme t 
where need can be dememstiate/. 


12, The fourth eloraent of our plan, and the most significant fer 
Increasing managerial effect ?vt*>a$ 3, consists of training one or *«fe 
off leas In Phases f and II of the Itanagar lal grid program: 


«• jUOJUWUaBi • pilot project, as outlined h 

Attachment fit, "Ails could la handled by the present Manage «rt 
Training Faculty of OTR l*» addition to its other programs, the 
money (about $2$, 000) has not been budgeted and would have t*. fc* 
provided from some appropriate source. 

*• tmmk aaU»t *«•* concurrent pilot projects (we ^rem 
aach Deputy Directorate) . To hendlo this, ®TR would need an 
allocation of four positions in order to provide the Wanagaimnt 
Training Faculty with two additional settlor Instructors, an 
administrator and a clerk' typist. The cost of this option Is 
estimated to fall between I75.0IX) and $100,000 (about 3S0 paupie). 

13. ke cc mm anda t ton : that you 

a. approve the training plan outlined In 

b. approve in principle the proposal for 
(taeond option), subject to a solution of the 
problems. 


paragraph f 1 ; 

four pilot projects 
staffing and financial 


MATTHEW BAIRD 
Director of Training 


Attachments: As Stated Above 
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COfiOKUtOICI: 


/.84 i.- K, Waite 

Oopoty director for Suppor t 


9 NOV 1964 

fist* 


Tha rt awndi tlort contained In paragraph 13 Is approved . 



i» I rector- Cowp it r ol ier" 


y t , 14 -■'A 

"flata 


•ISfRIMTIQMi 

trlgtas! * SfK (w/feesle) 

1 * IhmIIw ftegictry (wAasic) / 

2 * deputy director for Support (w/bastc) Arctic, (Suii;ieui 1 

3 * Office of Training (w/fcas ft) 


OTR/I S/MTF/ 

Rewritten OTR/I S/MTF/[ 


i mam (15 Oc tober 1964) 

|:mam (6 November 1964) 


(H/w note fr LKW to ExDir) 

Kirk: I hope you will have a c hance to read this before we meet in the 
next day or two with Baird and _to sst a course for Management 


Training. /s/ LKW 9 Nov 64 
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ATTAONMIinr I 

m» c? MftKAtstttrr n&nm 

— fttlMB It Aitou! . 


. - * • ®** r **® Herd)- June 136%, the Haimgement Training faculty 

of Vtt, divided It* classes Into tones ef 6 or 7, end asked tfcw to *»d»efde 
as • teen dnt najor menagerie! p'oblses are preventing the Agency (is you 
know It) fron being felly effect I ve.* the objective was to loom If the 
teaching was related to aenag mmt problems as atar calved bv the students, 

Tke sample is seat!, end answers nay reflect classroom discuss) am,, 
nevertheless, e certain pattern appeared which .-soy be slgnif icent. This 
dxbrelee evoked mhA Interest end Mrtots thought free the i indent i at 
all levels. In general, they tended to see the problems as attested 
above their own level. 

The chert on the next page (km* not give a;tuai responses, but creeps 
the teen answers In general categories. The neuters show the times chat 
teasa eede responses fitting Into each category. 

It. In answer to the <paest tort pesed by the deputy § I rector for support, 
thaw student responses ®ay or saay net have a rotatlonshlp to the effective* 
"*** neneger* gnnerelfy, but they do suggest eras* of weakness, 

many of which have been documented by students through the narration of 
actual cases, 

0Tt supervision and mn a gm sr.t cxireos can help individuals to become 
batHr supervisors and managers, we h sen reason to believe. Hut training 
cannot provide sure-fire correction of weatotessus. The attitude of .he 
tr *|"** * **•* ** * critical factor; whet Is learned In class cannot be 
applied on the Job If the boss Is unfttforrod or unable to set an example. 
Sttiwiti it #11 levels t#ll She **i elsh sv Ihjis mou! 4 ctki 

this course. H 

01* courses obviously cannot provide student* with ensaasrs to broad 
Agency problem In the wees of form! organize! ion and personnel mregament. 
(hit one of the reasons we f ever the Managerial fcrld approach Is that It 
offers heps «f finding solutions to nunaferiai problems which are beyond 
an Individual *s capacity to solve. 
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III. Chart of Toon responses according to lave! i 



TOT 

J temas . 

US !!•$♦ 


«s Ts-iri 

4 teems . J 

(vertical; lateral ; 
between Individuals; 
Mtomm coneenants) 

5 

k 

i 

j 

2 





— 

a, career service; 
caraar development 

1 


1 

: 

1 

b. par senna! pot Idea 
and procedures 
(attlgmswit, fitness 
rapwii, promotion, 

•to, 

4 

r 

4 

3 

OIB^ItZATtMl! 
a. bureaucratic Ills 
(aver- compartments ; 
warfare between milts; 
Inflexibility; resist 
change, ate. 





3 

■ 

2 

8 

b* formal organization 
and procedures 
(overlapping; planning; 


7 

4 

2 

fretactance to*delqprte, 
face conflict, make 
decisions; loodorshlp; 
power struggles; tack 
of management skills, 
-JBS&t 

8 

r. 

2 

| 2 
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ATTAOfiEKT It 


I. 'KinagcrUi arid 4 ' ap>rc*ch to management training is favored 
by the Wa neg e men t Training Faculty of «T» for the following reasons; 

o. It sins at Improving th« effectiveness of an entire organi* 
zat Ion, rather than selected Individuals; 

b. it Incorporates the best ef recent research oik 
practices and effective teach inf methods; 

«» It gets the students more Interested end Involved then any 
other method known to us; 

d. ft presents specific answers to such problems as how to 
handle conflict; 

e. The later phases of the arid program Include evaluation of 
results, end focus on actual problems end solutions within the 
students' organ I tail on; 

f. With seme preparation. It can ha taught Ihy OTft Instruct w» 
or even by Agency officials so their tutor* inatas. 


2. A forthcoming issue of tine Bernard laf {nets Review will contain 
e description by Professor flake of his application of this approach to a 
large Indus tr 1*1 plant, with an eve I sat I on of the results by two harvard 
professors. The changes that took place In the organisation are Impressive; 
they Include not only more favorable attitudes and work behavior, but such 
measurable items as Increased profit and reduction In number of employee*. 
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AITA&mT 11! 



I , fNTft£**CT!GN 

This proposal outlines « total program in managem ent and organization 
development, Including group training rest ions (Phase 1 « Managerial firld 
and continuing team and organization dnval aptiant activities conducted In 
"family groups." (groups comprised of a Supervisor and his Istwdiat* suit 
ordinates and engaged in developing tmm end organisation skills, as well at 
increased personal effectiveness.) 

This latter step Is referred to as Phese it, 

II. OBJECTIVES 

The basic purpose of this effort Is to expose mm operating unit to a total 
program in manag e m ent and organisation development. The specific goals include; 

a. Increasing the managerial skills of all supervisors and managers 
In the pilot unit with heavy smphei Is sn decision making, problem soh-frq, 
end leadership capabilities. 

b. Improving the capacity end competency of operating staff team to 
function with optimum effectiveness . 

«. Analysing organizational effectiveness within the unit, Identifying 
precedents and traditions which stand In the way of effective action and 
executing plans for Impro ve d performaeoe, individually and organ Ixatbmelly. 


d. Paving the way for Improver interdepertrmintal relations betwetr. the 
unit participating In the pilot stidy srol other units. (Actual Interyrcup 
activities, however , will nod be a pert of this initial program, hut wrill 
begin to emerge In later stages of It.) 

e. Evaluating the effectiveness of this total organization Imprcrerant 
approach to determine Its appl tcabi 1 Ity in other units of the Agency. 

ii f .the rm&m pum 

e. Selection of the Pilot Unit . 

The program will be conducted v-1 th In e pilot unit, character I stle, tf 
which are described below: 

1. The unit should include 7$) to i ,000 people to provide an 
opportunity to study not only small fjroup development and effect f cress, 
but also the impact of the program on a reasonably targe unit. 
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2. T1 m unit should bo fairly autonomous, I.e. under tho super- 
vialon of • m a n ag er or 4 tractor oho Hat reasonably cl#ar»cut resf w»t- 
bfllty for a specific seg m e nt sf Agency activities. Altba^ th* unit 
nay be tlttar a **I lne M ar support an It* It should be sue whose att!vltf«f 
Hava a direct tearing ©a the performance a# other units and on tie total 
organization. 

|. the effort should occur fr • unit whore the tag manager #f that 
unit Is committed to management development and organization faprovtmmt. 


b. Program Out! tne 

The total program wilt Include tie following at amenta; 

t. brief tag of staff and trainers 

2. Training of trainers 

5. Phase } (The five-day Hanegerfai grid laboratory seminar} 

k. format ton of an eve lustier committee to establish criteria to 
be used for measuring the effect leanest of the total program. 

5* Organization analysis, (decent techniques of organizes ten 
analysis will provide far a great deal of feedback la Identify Inf both 
attitudes and performance characteristics of Individuals and teams 
within tea pilot unit. Some of tea specific elements mhlch will he 
evaluated and analysed In depth Include: planting techniques, cam- 
samfeatlons, decision-making processes, mid organization climate. 

Hits diagnostic effort will form, fe part, tho basts for Phase M 
devel opm e n t end t reining activities. 

6. Phase If (On- the- Job management and team training) 

The pilot unit wilt be comprised of e variety of staff groups, 
task forces, committees, etc. engaged In Striving toward tee goals of 
tea emit. Phase II will provide training far individuals who art culled 
upon to work In specific groups to accomplish their Individual end 
organ last tenet goals. In most instances these groups will be comprised 
of a supervisor end his immediate subordinates. However , In some coses 
special task groups, or committees, say also be exposed to Phase 1 i 
development. Specific element! of Phase li include: 

(a) Analysts and Improvement of personal, managerial sklitn 

(b) Analysis of team, or group, effectiveness In problem- 
solving, decision-making aid action progress. 


! 
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(c) Planning for Improved unagirlat end group iffacthoiwei 

(<0 Clarlf leetton of ftmctfams, roles, end relationship* 

(a) ttevef apmta t of to m feels and the eetabllshmeA* of c tourer 
standard* an# asp e c ts* Ions where raatlrwl, mi I mpro v od controls 
a# coordination, as nee d ed . 

(f| the establishment (or eiarff lent Ion) of individual per- 
formance goats aa# review »roc esses for Improving the effectiveness 
of hoth Individuals an# thi tote) team. 


(Alt of the above Item are suggested focal Issues. These nay 
vary somewhat #apaa# tnf up-w the needs of the specific teem im§ 
the organises local purpose *#tld* t* Involve#.) 

7. Periodic review sessions with tap staff. 

One of the taste purposes if the program Is to provide an opportunity 
to study «# rvclmts the affect Ivsmass of e sn a p aea n t training aa# 
orgeafaeilenaf development approaches on m operating unit, Tbefafnre, 

It fa sug ge st e d that top Agency staff meat with the head of the pilot 
emit, w al ler s of the training isgaahstlon and smnhara of the eoa suiting 
team to asstuite pr ogress an# to provide sus&urt where n e e d ed fed caos»- 
tlaataf laprovemant. strongly -irges 

that this cane f am in g iwih i h i i ita tJp MBE fBUSht &» msUtalnod through- 
out the pregrea with the hay people Involved nesting at least ends ovary 
three months to review pregrea performance, 

8. Monitoring, Consul tet tun, Pfenning and feedback 


23 


23 


XI 


cantina las monitoring services will hi provided 
w as it work closely with trm opera- 


ting etarr or me pilot wilt and with train I sg end other support groups 
that wilt be Involved In th» Mil organisation hprsMRMl effort. 

it. pwmm costs 

The following costs may vary depending ipon the aua bar of participants, the 
amount of training con d ucted by Agency stiff, and oHmr simitar variables however 
the hay elements In the total coat Include (bated on a pilot group of 109 managers) 


XI 


I. 8rlef lug of staff and trainers 

I* Training of trainers (this Involves attendance of ana parson 
from the Agency at a trainer dnveltamut prog ram conducted by 9r. 

fellow up training of 


WSO 


start aft tna Sit* Of training activity* U also Included: 


f-235 
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3* Phare t (The five-day Aawrjerlsl Crld Laboratory Seminar 
re previously conducted) ($12$ par puna tints 1 m) $12,500 

^oteJ This figure Intfodas th* cost of *11 uiterUls which go Into 
treking up the notebook, at wait *s wall charts and newsprint materials. 
Socks, notebooks and other spacta! materials are net Included— see below.) 

k t Phase 1 additional materials, looks, notebooks, and 
mi seal taneous materials, ($10 par ars«n) $1.W 

5, Svaluat Ion Committee 31,200 


| stef f masters will part ic tpate with Ageacy training staff and 

Agency monegmre nt In desiring an evaluation program and acfeafn later In j 
that program over a 12 to II month period.) 

6. Organization Analysis 31,000 


I ptaff will analyze data colacteJ throcgi the medium or tire ergenl- 

ret ion culture assessment end through reporting sessions In Phare } gainers 
resist In the tabulation and interpretation of this data, re well as 
f reding it back to manag e m ent. 


7. Phare 11 — > 100 people at ?*7S per parson 


37,500 


This Includes a briefing of th« Pilot malt top management staff wsio will 
be conducting Phase If (seating* and sessions, briefing of the training end 
support staff, end a complete ret of materials far alt sessions, (hate: 

This Includes approximately 60 pages of copyrighted session outlines, id Ich 
have bean pretested In other ftsnagorla! situation, but which will be re~ 
tesigrwd In cooperation with Agency staff to fit the Agency's needs aid 
problems.) 

8. Periodic Review Sessions with top staff 4,200 


At leret b times during the Pitot Program (la to 18 months) , staff 
members will meet with top Agency Ptaff to feed hack the results 
Phare I and Phare 1$ activities, ht» resist In the Interpretation of organi- 
sation data and to aid in planning f re future programming. 


Tot *» . *$:A,385 

As part of Hits total effort , [staff mambors will monitor, consult, 
plan and feed back data to tralnchrsjpi’ort staff, pilot unit menage met 
and top man ag eme n t personnel, staff members will be present ate -assist 
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In the ceadwc t of the first two Phase I sessions *r>d at Initial Phast II 
Mtolom for top manag m nen t of the flint Holt for no leas than thro* weak*, 
t* Phase I sets tans and Phase II sessions) la addition I 1 staff will 
siooltor alt tiw total program and #111 fee physically pnUvmt at sessions 
no I mss than one day per me»tfc*-en the average ■ during the ft rat twelve 
maayta of tho program** operation, Baring vl »l tot Iona rn*wff metiers 
wlli be available to the Agency training and asanagmaon^-^iff to aaafst 
In tht design of supportive training activities and to provide consul 
tlon In related eras*. The resources | 

will bn available to tha Agency training start fey phone and persona! con- 
svl fiat Ion In Itaw York tbmivsr desired to assist In the devel op aa n t of cate 
materials, training design, aval oat lor procedures, related training **4 
development plans awl activities. 

’*•*•»! These art direct costs and do not include o«t»of-pocfcet expanses for 
travel, meals and lodging, which may nwl t directly fre* the activities I Inted 
sbova. It should also be noted that many of the costs shown above are aarnmirf In 
empansos which will not bo prosant In future programs, and If at tha end of a brief 
trial period It Is decided by Agency management that more people should Is exposed 
to tha Managerial grid Phase I Program , this c m %t dorse at a cost of apg rot Imete l y 
m por parson, including books and all materials. Thus, future Phase I can be 
accomplished with a relatively small Increase In the total budget. 


f"' • : '• ■ | ... 
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C*r««r Service, It appears only that two-fifths of the top bracket have M 
training; twice as easy In the -1441c bracket as need It; and Just the right 
aaaher at the lowest level. This proportion probably does not hold for any 
other office* bet the deficit at the top total undoubtedly occurs !n a avetmr 
of units. 


H»s Office of Personnel has supplied aa aatieate of about 27$ new f I rat- 
lin# supervisors a yaar. This amber could be absorbed late the FT*5 schedule 
of courses without strain If their attsmbmee Is made sandatory (12 classes ft 


Approved For Release 2003/09/04 : CIA-RDP84-00780R00060025001 3-^- * 



Approved For Release 2003/09/04 : CIA-RDP84-00780R000600250013-7 


ATTACH* <E*T % 


fiiat.fjflim (rough estimate for 130 students) 

(for ISO students) 


per student 

to, litBffY Ilian meg fit 


Tee ___ . 

(excluding Instructs salaries 


(70 students; asout $12$ 

LM&S. 


r Xr.^is im 

(** budgeted by Reg^strarfCTA; 
travel, living experts**) 


tests Include 


1*1*000 

l75*ooc*-|loo,of^ 


♦9, jot 

♦5.JOTi 


|48,XH. 


2* The filet Project has not been budgeted for. If approve i , a 
separate request for funds to cover It will be submitted. 


All other costs through FV6*> are covered by the UK budget for FT65. 


3* the fee of $125. per student for the Menagerie! Grid 

Semtner Is cut-rete. The stamiard fee Is f2;j5. A large portion jf the 
fee Is for copyrighted training materials. 

4. Mote : a Senior Seminar for students costs about $4,5 JO; a 
management course et Harvard for one student costs about $4,500. Mcst 
external management courses cent the Agency about $30th , $4O0 per uNseh per 
student. 
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OFFICE OF THE DIRECTOR 


iytn, i “v o i 


In reply refer to 

/w.ion Memorandum No. — A --. r J LL 2 


TO >;k: : Deputy Director /Suppor£|g> 

ATT : Director of Training 

SUBJECT : Management Training 
REFERENCE: 


Date 21 August 1964 



() 

N 


1. The recent supervisors' reorientation periods have evoked 
considerable questions as to management training. I therefore believe it 
is incumbent upon us to work out a program for management training with 
specific courses, internal or external, recommended at various levels; 
for example, one for section chiefs, one for branch chiefs, one for. division 
chiefs, etc. Further, I believe we should have a basic supervisors' 
course for all individuals when they first enter into a supervisory position, 
and I would include as a mandatory requirement that this be for new 
employees being brought into supervisory positions. 



2. Could you prepare for me a program for management train 
ing with indications as to how this will be fitted into the program of OTR. 
If this poses manpower and money problems for you, I would be happy to 
discuss them with a reasonably open mind. Before you commence the 
preparation of any report, perhaps we should discuss the matter. 


^manii. KirkpatriCK 
Executive Director 




SUSPENSE ' DATE: 


ifl 7**^5 r-» p 


S-.'li 1 1 

_ Essi’.CciS M caiisaUS 
dOMSK-i 5 ' ari,! 
«ac!«5Kicattga_ 
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MEMORANDUM FOR: 
SUBJECT : 

REFERENCE : 


Director of Training 
Management Training 

Memo dtd 28 Feb 64 to DD/S fr C/TR/IS/MT, svbj: 
"Review of Agency Management Training" 


1. I have read your memorandum of 28 February 1964 carefully and find 
die essence very interesting. 


2. I should like to develop something in a format which we can forward 
to the Deputy Director of Central Intelligence, possibly with information copies 
to the other Deputy Directors, which would put into sharp focus certain important 
points about our management training. The following are the kinds of questions 
that I should like to see presented succinctly: 

a. What is the scope and magnitude of CIA's managerial job including 
the approximate levels and numbers of managers who exercise authority 
that has an appreciable effect upon Agency operations? 

b. What is known concerning the effectiveness of our manager;? and, if 
sufficiently known, what are their areas of weakness which can be corrected 
by training? 

c. What should be our objectives in management training in our type 
of intelligence organization? 


d. Can a program be devised which will materially improve our 
management process? 

Without getting Into too much history, your staffing problem, etc. , I think that 
this is the kind of information top management should have and focus upon. I 
think that this information can be depicted in such a way as to pinpoint those 
components which apparently have little or no interest in management training. 

3. Would you please see what you can do along these lines sometime in the 
near future. 


L. K. White 
Deputy Director 
for Support 
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